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October 9, 1974

* MEMORANDUM FOR: THE DIRECTOR OF CENTRAL

INTELLIGENCE
SUBJECT: . " Leadership and Management of the

U.S._Foreign Intelligence Community

I hereby afflrm the respon51b111t1es and authorlty
'charged to you as leader of the Intelligence Community
in the Presidential memorandum of November 5, 1971.

Much has been accomplished, but much remains to be done.

Intelligence is of vital importance to our national
security and interests. In your role as the Director
of Central Intelllgence, you should insure that our in-
telligence is of the highest quality attainable and that.
it supports the planning for and conduct of U.S. foreign

. policies and military operatlons.' You should continue

. to exercise leadership in maintaining a proper balance
among intelligence activities by plannlng and reviewing
all intelligence programs and resources. Your views onm
intelligence act1v1tzes, including tactical intelligence,
should be incorporated in an annual consolidated program

“ budget which considers the comparative effectiveness of
collection programs and relative priorities among intel-
ligence targets. Should you feel that new technology or’
néw substantive needs make alterations in management or

- organization desirable, your recommendations Wlll recelve

- my prompt and careful attentlon.‘ ‘

I shall expect that the ‘heads of the departments and
agencies having foreign intelligence responsibilities
will cooperate with you and provide you with every
assistance in fulfilling your responsibilities.
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‘ cc'---.. S e
. The Secretary of State .
~‘The Secretary of the. Treasury
. The Secretary of Defense -
- The Chairman, Joint Chiefs of Staff ‘
',?he_Chalrman, President's Foreign Intelllgence

Advisory Board -"iﬁf:u-

The Director, Office of Management and Budget
‘f»The ‘Assistant to the President for National
R ‘Security Affairs
- Commissioner, Atomic Energy COmm1551on
.»Attorney General
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_ THE WHITE HOUSE |

WASHINGTON
00T 8 1974

MEMORANDUM FOR THE PRESIDENT

- Subject; Management of Unlted States Forelgn Intelllgence

Attached at Tab A ‘is a memorandum to the Director of Central
Intelligence (DCI) which provides him with your personal di~
rection regarding his responsibilities for the overview of
U..S. foreign 1ntelllgence act1V1t1es. We recommend that you
:51gn 1t o

Personal Pre51dent1al 1etters that’ recognlze the DCI's role
as the President's pr1nc1pal intelligence advisor and reit-
erate his responsibility for coordinating U. S. 1ntelllgence
‘activities have been: custamary with the last three Pres;den*s
This latter charge to the DCI was expanded and emphasized by
" presidential letter of November 1, 1971, and memorandum of
- November 5, 1971, entitled. "Organization and Management of the
U. S. Foreign Intelllgence Community." Copies of these doc-
uments are at Tab B. These documents resulted from an ex-
tensive study by the staffs of OMB and NSC and were based
~upon joint recommendations agreed by George Shultz (then
. Director of OMB) and Henry Kissinger. It is particularly
important that the DCI and the other members of the Intelli-
gence Community, particularly those in the Department of De-
fense, are aware that these reforms of intelligence management
remain in effect and have your personal endorsement. Your
letter to Mr. Colby reiterating the thrust of the objectives,
particularly as they relate to substantive intelligence pro-
duction and resource allocation, will provide the basis for
continued progress along the lines provided in the President's
November 5, 1971, directive.
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- For: your 1nformat10n, a summary report on progress to
date 4is at Tab C._ ‘

Recommendation

That you sign the memorandum to Mr. Colby at Tab A.

e I A —

Roy L. Ash Hénry K. Kissinger

Director, Office of - ~ Assistant to the President for
Management and Budget . National Security Affairs.

Enclosures
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THE WHlTF.' HOUSE

WASHINGTON

. November 1, 1971 oot —u

Dear'ﬁickzi-_ S | i

- The need for improving the intelligence produét and for

increased efficienay in the allocation of resources

‘devoted to the intelligence effort is urgent. 'In order
. to achieve these improvements, I will look to.you to

provide the 1ntelllgence communlty with the strengthened
and responsible leadership it needs. I have decided upon
some changes that I feel will provide you with the en-

hanced status and support nceded to do the job.. They are
described in my memorandum to the Intelligence Principals

- which shall be your guide for 1mplcmentatlon._

You should give the role of communlty 1cadersh1p your
primary attention and delmgate, as much as is: possible,

the dayv-to-day manaaement of the CIA. Four major reaponSL—
blllLles W1ll lL&Ul youl prlorlty attentiong

- —— Plannlng and rev1cw1ng all 1ntelllgcnce activities
ineluding tactical intelligence and the allocatlon
of all 1ntelllcence resources.

-~ Producing national intelligence required by the
. President and othen national consumers.

. . == Chairing and utafflng all intelligence commuhlty
: ~advisory boards or commlttees.

-— Reconciling intclligence requirements and priOrities-
with budgetary constraints. -

Whlle the formal changes I have directed are limited, I hope
and expect additional changes in the functioning and manage-

ment of the intelligence community. I particularly expect
that you will work Lowmrd the attainment of threc goals:

SECRET - L o
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Lt — "'—~ A. more e££1c1cnt use oi. rcsourceu'ln the collectlon

-of 1ntclllgc ce 1n£ormat10n. : \
‘ l :
—— A‘more effectlve a551gnment of functlons W1th1n the
community. -

. -~ Tmprovement in the quality and scope Of the sub-.
‘stantiv product. o \\

In your eiforts to attain these goals, you will have my" strong -
suppcrt. Should, in your oplnlon, furthexr changes in the man-
agement and . organlzatlon of the intelligence communlty be
needed, they Wlll recelve prompt and sympathetlc attentlon
from me.

“sincerely,

Honorable R;chard M Helms
Dlrector of Central Intelligence
- Central Intelllgence Agency
Washington, D.C. 20505

-

S S LI
.

N SECRET
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WASHINGTON i e e
TOD. ssczw /CCHAINT. '.__,t.;., "o November 5, 1971
MEMORA:EDUM FOR: -
The Secretary of State
The Secretzry of the Treasury
5 The Secretary of Defense
, ‘ " fhe Attcrney General
NSC/NRO Review | - nhe Director of Central Iﬂtelllwence
Completed Pgs |- The Director, Office of Science and Technalogs

[7-13 ONLY
= The Chairman, Joint Chiefs of Sta:r

The Chairmnan, “rQSLQﬂnt 5 Forelvn Intell: ance
advisorv Board - :
The Ch irman, Atonic Enercg Coxmlss;ow

SﬁBJECT:_ R 'Orgwnlaatlcn and‘uanagemeﬁt o’ *he U. S.
s L Forelgn Intelligence Communlty ‘jﬁf,ﬁh_,_“w

I havc reccntly rgv1emeﬂ ard accepted rec“ﬁmbnaatzun" en

»ways in which to improve the Lunchlotiﬁg of the intelligarce

community. This memorana Jum estoblishes a set of goals and
directs ovganlzutlodal and management changes to attain them.

It also ehoressee my cencern ahout major resource manace*br*‘

and substantive preoducticn problems as culdance to the ¢ miaunity

for xurthgr chauges in tbe future._

The need for an 1mprOVed 1nte111gence Droduct and for
greater efficiency in the use o©of resources allocated to
intelligence is urgent. Resources available for use by the

‘intelligence community will be lncrca31palj constrained and

may have to be reduced. At the same time the product of the
intelligence community will be of 1ncreac1ng 1mportance to
U.S. -security and national interests as: o L

~= the relative strength of Soviet and other potentlal
military forces grows with respect to those of the
U.S. where previously U. S. supcrlorlty was unQuestloned*

TOP_SECRET /c'o‘m'z' ‘ o L 25X,
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I. Objectives‘
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and financial, commercial and economic factors
asauma;g:eater,significance;-; LT DR

—- the need for timely intelligence becomes greater.

T

Among the major objectives that must be attained if the
efficiency and eifectivéness of +he intelligence community

are to increase substantially ares

~— The responsivenéss_af the U.S. intelligence effort

»

~— the internationalvenvironmentfgrOWS[more complex;

25X1

with respect tO-national requirements. must be subject

- to continuing review.

~~ Authoritative and responsible jeadership for the
‘community as a whole must be assured. ' :

~be achieverd. U+itization .of the means available

must be in consenance with approved reguiremcnts of

U.S. security and national interests.

M~-‘As$ignment of intelligence functions within the

community must be reviewsd and revised to eliminate

inefficient, lunneccssary oOr outmoded activities.

~— The quélity, gcope and fimelinéss of the”community's‘

‘product must be improved.

'em A more efficient use of resources by the community
. in the collection of intelligence information must

~~ The provision of inteliigence'and‘its utilization nust

enhance the formulation of the foreign, military and

economic policies of the U.S. Government and the

planning for and conduct of military operations by

U'S - fOI'CES .

$I. The Hecessary Conditions

’ A number of specific conditions are necessary-tpkthé
achievement of these objectives.

°¥ -
TOP SECRET /COMTNT .
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== The Diréétor‘offCentral_Intelligehce (DCI) must
" delegate direct authority to the Deputy pirector of
" Central ‘Intelligence (as far as is possible without -
jegislation) for the plans, programs, and day-to-day
operations of the CcIA, and must assume overall
leadership of the‘compunity. ‘

—w More effective review of intelligence product gua
and policy must be provided to the DCI, especiall
by high-level consumers of substantive nationa
intelligence.

e o

~— Major issues within the intelligence cormmunity must
be addressed in such a way that the DCI plays a
major role in their resolution. The DCI must have
. an increased and restructured pexrsconal staif to wllow
him to discharge his augmented,respcnSibilities. ”

—— The DCY should be supported by two major committees
 of the intelligonce community, eacnh of which he
PR ) chairs, with clearly defincd.advisory functions
" - - . " embracing his rcsponsibilitiés‘rélated to intelligence
' . ' production and reguirements on the one hand and to
intelligence budget and allccation of resources on
the other. ' | ' |

~— -Intelligence collection programs,_largely financed

. and managed By the Departmcnt of Defense, must come
under more effective management and coordination
with other intelligence programs. '

~- The NSCIDs and DCIDs musﬁ be rewritten to reflect
the changes directed herein and others as they occur,
particularly to reflect reassignment of functions.

Ly vt

III. Measures Decided Upon

4

| * After careful consideration, I have decided that the
) ‘measures listed below are to he taken now to move toward
‘ " attainment of the stated objectives. They are designed
primarily to: (1) enhance the authority and capability of
the DCI to provide the required community leadership, (2)
provide review and guidance regarding the substantive intelli-
gence product, and (3) more effectively restructure intell- -
igence activities. -

TOP SLCRET COMINT 5> ¢
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So

‘Chairing and staffing all intelligence coms
‘advisory boards or committees. ;

- Reconciling
~within budy

I am dirécting;fhe”nirector of Centrélylnteliigence

to assume leadership of the community in planning,

reviewing, coordinating, and.e%aluating all intelli-
gence programs and activities,
of nationzl intelligence. I shall look to him to
improve the performance of the ¢ |
his judgnmenits on the efficiency and effectiveness of
all intelligence programs and activities (includi

| =4
1
U Uy

tactical intslligence), and to recommend the appropri
. ‘ —v-'v;-s—\c‘\
A-“ngA £

allocation of resources to be devoted o intelli:

will thus assume four rajor responsibilities:

- planning and reviewing all intelligence activities

and,the'allocation_of all intelligence resources,

Producing national intelligence required by the
President and other national congumers.
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that he can effectively undertake this community

leadexrship role, I am requesting the DCI to submit: to me

within 30 days his plan for the anprosriate delegaticn of
current operational responsibilities and for increased sta

S

.

nl
£e
—

support for his new role.

-

I am directing the Director of Central Intelligence
to prepare and submit each year, through OMB, a
consolidated intelligence program budget, including
tactical intelligence. All information required
from all departments and agencies of the Executive
Branch is to be made available to him in order that
he may provide me with an annual detailed review of

rements and priorities:

‘and in the producticn

omnunity, . to provide -

~4-25X1

the needs and performance of the intelligence community.

T am creating an Intelligence Resources Advisory
Committee, chaired by the Director of Central
ZIﬁtelligence;‘including as members a senior

EY

.t
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represcntatxve from the Departmant of Defense, tbe
Department of gstate, the Office of. nanagement and-

- Budg;t,-and the Central Intﬁlllﬂence Agency. This

"commltuee is to advice the DCI on the preparation
of the intelligence budget and the allocation of
resources amcng programs, ensuring that they are
employcd in accordance with approved requiren ants
and that there is no unw@rranbed dupllcatlon.

~- I am also directing that the USIB be reconstituted

| ‘under the chairmanship of the DCI including asz
members tb; Deputy Director of Central Intellicancs
(Vice Chairman); Director of Bureau of Intéelligznce
and Resea“ch (INR), State Department; Directcr of

National Security hgency (NSh) : DlrucLor of the
Defense Intelligence agency (DI?) and *enrcs~htativ
of the SEC”btarj of the Treasury and oh‘uhc Dl"cc:s
of the Federal Bureau of IﬁVCSganthW and the ;tu
Energy-c ~misgion (AEC). The USIZ will advise an
assist the DCI with respect to thn_pr,zxculod Of
national intelligence requirements and pricrities,

ty {h

o+ $Emu- o -othe supervision of the ‘dissemination and security ... ...

of intelllgﬂnce material, and the Drotcctlon of
1ntell g:rce sources and mﬂthoda. <

== I am- authorlzlng Lhﬂ DCI to call u001 dll depart-
ments and agencies of the Exccutlve Branch of the
: GoveLnWﬂnt to rprovide reguisite information to thesa
two committees and to invite additional participacion
~in their’ deliberations as may be requlred in his
judgmenL :

-~ J am also cSuabllShlng a National Security Council
" ¥ntelligence Committee (NSCIC). Its members will
be the Attorney General, the Director of Central
fntelligence, the Under Secretary of state, the
Deputy Secretary of Defense, the Chairman of the

. Joint Chicfs of Staff, and the Assistant to the
President for National Security Affairs, who will
chair the commnittee. It will give direction and
guldance on national eub;tantlve intelligence ne ds

TOP_SECDNT [COMTET ' o ’ 25X1
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I am directing the Depart
such directives as a roo
later than J;nu““v 1, 12972«
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33
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. Aunified L“tlonal Crxpho*ualc Command. unde
‘Director, Sh for the conduct of USG commun
(9}

. o - - — = -~ Y -
tions intelligence anid &0 ronics inte

‘activities,

‘-.&
-
12

. A single o0:fice of Defense Investigations.

-~ . . ’ N
sfense Map ngenay by ceoxbining

" the threo S apni
arrangements that permit optimumn efficiency
and econchy in prcduc*101 without impairing.

legitimzie requirenments of the geparate Services.

. The rectention of the DIA to be fully respon31ve
to tasking by the Joint Chiefs of Staff in

matters in xo‘V1ng essential intelligence support
for military planning and operations.

we I am directing staffs of the NSC, DCI and OMB, 1in
consultation and coordination with the President's
Forcign Intelligence Advisory Board to make ap-
prOprlate rgv151ons not later than December 1, 1971
to the NSCID's and other dircctives as needed to .
;mpleWCﬁt b‘ provisions of this memorandum.
701 _SECRET COMINT . ST e 25X
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_consistent wiik maximum practiczb hle atta

IV. Remaining Prdblegg

.

.~ The changes I ‘have directed at this time are. llﬂltec,
but I fully expect further changas in the intelligence conmunity
ttainment of . my ©DjocuTivEi.

By far the largestc porticon of the intelligence budget
is devoted to collecticn. It 13 here thzt savings must e
soucht, Future assignments of roles and migsicns within the
intelligance communiis cznuet bo nade sztisfactonrily DY COT-
promises anong agencics.

The need to make scme savings is so urgent that I have
~ v 4=

directed the Office of Mznigement and Budgob, jolntly with

the DCI and Sceretary of Defense, to review the FY 1973 budges
for intelligence and to submit epecific reducticns from
curront programs, with particular attention to tactical
intelllgcnce. ' S ‘ "
Signifiecant lmp:ovement in the intelligence prodiuct is

- also needed. _The NSCTO will afforzd. improved guidance regarding
consuwnar 1cc3 Ouh?, changns in the cons smEr-vroducer rola~
tionship may Le necded to schiave a more cifective reconeilizs
tion of the dewands from ccnsumers‘\i‘i the limited regourcss
aveilable for intelligence production. It secems desirable

in this connaction, that resources devoiad to analysis and
production should increase and that a detorminzd effoxrt T2
made o upgrade analysis persennegl and anzlysis metheds.

More rewarding carcers for in telligence analy r5ts, including.
the opportunity to reach high salary levels while remaining
analysts, should be considered. BAn early task of the DCI
should be the preparation of a comprehensive program focused

upon improving the intelligence process and. Droﬂuct.

. : §
cc: Director, Office of Management and Budget |
“Assistant to the Presidont for tlational Sceurity Affairs

ks

TOP_SECRET SCCLTNT Y & 25X1
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MANAGEMENT OF THE UNITED STA'I'ES
INTELLIGENCE EFFORT

 President leon on November 5, 1971, issued a memorandum,
“Organization and Management of the U. S. Foreign Intelli-
gence Community," in which he accepted various recommenda-
tions for improving the functlonlng of the Intelligence
Community, set forth major objectives for it, and provided
a series of directives for action, including the a551gnment
of major responsibilities to the Director of Central
Intelligence.

Prior to this memorandum, the environment w;thln the - Intelll—
gence Communlty was characterized as follcws-

- The‘Director of Central Intelligence (DCI) waslgbsorbed
in day-to-day operational management of CIA,

é Involvement of the DCI's personal staff in communlty
management was minimal and generally 1neffect1ve.

.= The community was "managed" byathe-United‘States
Intelligence Board (USIB) and its multiple committees
through consensus and logrolling of competlng agencies,

- The Secretary of Defense, with the bulk of resources,
exercised no strong leadership within Defense -~ his
staff sapport was diffused and programs were not
coordinated. . 3 SRR

~ Intelligence functions were scattered and disorganized,
stimulating bureaucratic competition for resources.

~ Policy-level guidance on substantive intelligence
needs was absent,

- Review of quality, scope, and timeliness of the com-
munity's product was neither systematic nor continuing,

CLASSIFIED TY .. James M. Frey
EREMPT PROM GERERAL DECLASSIFICATION
SCHELULL OF EXRCUCIVE ORDER 11652
- EXEMPTION CATEZONY ... .5B.(2) )
- RUTCMATICALLY DECLASSIFIED ON . AMPDET "

........................................
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1n response to this envir onment, the President's November
1971 memorandum established the following objectives for
the Intelllgence Cammunlty-

a. continuing review of the respons;veness of 1ntell;~
gence efforts to national requirements;

b. authoritative and re5pon51ble leadershlp for the
community;

c. more efficient use of collection resources;

d. ellmlnatlon of 1neff1c1ent, unnecessary, or out~
moded activities: .

e. 1mprovement in quallty, scope, and tlmellness of
"~ the communlty s product; and

£. lmproved support of intelligence to the formulatlon
of forelgn and economic pollc1es and mllltary operatlons.

To achieve these dbjectlves, the DCI was to provide overall
leadership of. the community by delegatlng, as far as possible,
authority to the Deputy Director for day-to-day operations of

" the CIA; by ‘having hlgh~level consumers of substantive na-~
tional intelligence provide a more effective review of product
guality and scope; by playing a major role in the resolution

of major issues within the Intelligence Community; and by the
establishment of two supporting advisory committees to the

DCI - one for intelligence production and reguirements (the
United States Intelligence Board ~ USIB) and one for allocation
of resources and the intelligence budget (Intelligence Resources
Advisory Committee - IRAC). In this latter respect, the DCI was
charged to prepare and submit, through OMB, a consolidated in-
telligence program budget, including tactical intelligence, as

a major means of influencing Intelligence Community resources.

The DCI has made substantial progress in effecting the recom~
mendations of the memorandum:

SECRET
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'i-'The DCI has expanded hlS personal staff and. widened
“its involvement in activities of the. Intelligence
Communlty, 1mproved guidance for planning of programs
" has been .provided and a newly instituted Key Intelli-
gence Questions (KIQs) process has developed a method-
!ology for review and evaluation of intelligence activities.

- Wbrklng in consultation with Defense, he submitted con-
solidated program/budgets for 1974 and 1975; a more
. elaborate subm1331on for 1976 is now belng prepared

.= The DCI chalrs reqgular meetings of the IRAC to rev;ew
- the resource needs and utlllzatlon of the 1ntelllgence
agencies. : :

" - To improve the national intelligence required by the’

" ‘president and other national consumers, the DCI has
reviewed some product formats, introduced some new
products, appointed National Intelligence Offlcers
for the consumer—producer liaison function, and under-

— = 2 L

taken addiiional research into uew analytic metheds

Nonetheless, much remains to be done. The major shortcomings
whlch 1n time can bé overcome include: . o :

- Nelther the DCI nor IRAC has assumed the leadlng role

in resource allocation; Defense continues to dominate
‘the resource review processes, and most programs con-
- tinue to be viewed in isolation. .

- No great effort to upgrade analytlc personnel is. eVLdent-‘
OMB has asked the DCI to review this area in his 1976
budget recommendations.

~ Policy-level direction and guidance on national sub-
stantive intelligence needs can be further improved.

The current DCI is determined to bring about further improve—.
ments in these areas. A new statement of Presidential direction

and continuing support from the Executive Office will assist him
in his efforts. ' '
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